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HEMORANDUH FOR: Director

- | 7/ John D. lams
FROM t Comptroller

SUsJECT t Thoughte on the Reorganization

1. Last week you asked for theughts on the new Executive
Crder and its implications for your role and for CIA generallv.
The follewing observations respond te your request,

2. First, it seems ressonable to assume that the success
of the newly created CFI in carrying cut the resource review
task eszigned to it will depend to a dearee on your impartiality
in leading it, In day-to-day terms, this suagestes that you
ghould not be the princinle sockesman within the CFI on hudaetary
issues affecting CIA. It slso means that the CIA budaet should
be reviewed by you and the rest of the CFI in exactly the
seme way as the CCP or the MRP ore reviewed, The Agency's
programs will suffer, however, if there is not a e2inqgle strono | a rz,r’**‘“ N
advocate for the CIA position on kev issuegz before the CFI.
Roth requirements will be met if your will lock to vour Agency <
Peruty to oresent resocurce issues to vou end the rest of the _
Comrittee, ellowing vou to toke an independent view op 2ll
of the rescurce issues which come hefore the CFT. \

3. Second, the above suggests one mador responsibility \
which the Acency Decuty should undertzke, However, an Agency ‘
Devuty should have other responsibilities as well., These
might includes

~—Hanaging the Agency's involvenent in eny lono-term
reviews of Intelligence Commumity performance by the o
- CPI or the Intelligence Community Staeff. (Thiz will \‘a
b an urgent requirement if we asre to avoid presentinag
a picture of areat confusion to the CFI.)
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~~Reviewing and/or orcanizing effective “lanwzwv nroces
in such arees as commuter volicy, BDeD licv, and
nroduct relevance. (Qverview of thecv rnsaonsihxi
because they affect many compenents, should be
centralized,)

-*Reviewin@ command and control mechanisms (the Inspector
General, the Office of the Ceneral Counsel, the
Comptroller, the Agency regulatiens~zefting staff)
within CIA to ensure the sdequacy of these mechanisws
and effective implementation of Agency-wide volicy,

(We have been criticized in these areas over the

" past vear. One individuvel should be in charge of over-

seeing this broad area.)

~—~Zatablishing a2 continuine review of Agency personnel
policies, particularly es they relate to sumergredes.
(An effective Agency-wide personnel process st the
supergrade level would help establish a cadre of
senier msnagers with in-depth ewperience in all
aspects of Agency activitv.)

—Reviewing existing internal corganizationsl arrange-
ments to be sure they are facilitating ocur overall
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misgion. (Only & centrzl wenacer cen effectivelv ”ﬁf

raige and resclve orgsnizetionsl issues which cut
across ezisting organizatioral lines.)

~~Chairing the CIA Manzgerent Committee or whatever (
successor organization mav he Jesignated to carry
out its functions.

—-Serving as ge facte head of the DUI Area (except l
the IC Staff) z2nd the © Career Service,

4. In addition, the Agency aewuty shoeuld prebably eventuslly

be made respongible for those DD and DISAT onerational matters
that now occupy & portion of the IXI's time. Giving the Agency
Deruty Director this responaibility hculﬂ however rzise a
numter of complex issues which should be carefully consicdered.
Thus, this is an erea where it wculd be best to nroceed slowly
hefore drawing firm conclusions.

5. Finally, verhaps the most imvortant aunestion to be
rajeed about tha Agency Deputy's rosconsibilities concerns
the extent to which he is resmcnsib e for day-to~dav menpgerent -
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of the productieor vrocess. e defer to others in arguing f
the oros ond cons of the various onticns 'vrxzarle——ﬁcreiv rvtznci _ yﬁa””
here that this is an issue. A strong case can be made that the / o
Agency Deputy sheuld not come between vou and the nroduction AN U VA
Functi : oy " ‘ Sl ¢
unction-—however vou ultimetelv cheose to organize it, A
- »

6, Creation of @ Denuty Directer rcle as ebove will have tﬁs
the practicel effect of reducine vour involvement in numerous
Agency problema end in reducing the access to you which the
Leputy Uirectors end headz of the independent offices heve
long maintained. On the positive side, it should free you to
do thinos which you may well consider of grester importance.
Withont miniﬁizinq the adjustment which rest of us will need
to make, it seems Imperastive that an effective “CIA Program
Manager® vosition be created and that this be done sooner,
rather than later. It will not be easy to £find a man to
£i11 thig position, He must be loval to vou as the head of
CIA yet must a2lso be strong-minded encuagh to argue an effective
CIA case to vou &g the DCI, Furthermeore, he must be willing
to srend & qreat deal more time on management matters than has
been the case in the past. Without such & mansger, the Agency
will have & very gifficult time coping with the ; meny issues G

which are certain to arise when the new CFI ! s tosiness o

et

{vniees there is an effective central ?arsaef)'

7. On another issue, ecuinning the CFI and the IC Staff to
accamplish the resource review tegk set forth in the Executive
Oréder will likely involve a number of ¢ifficult adjustments
for the individual programs which make un the Intellig»nce Community.
Doubtless the major impact will fzll on Defense, Bowever, CIA
too will probably need to make substantizl and difficult adiustments
as it accommodates itself to CFI rewiew. To minimize the adjustrent
everyone will be called unon te make, and to helr guarantee
that 211 of thoge affected by ispeszition of the new review Drocess
have a stake in assuring its success, we believe the CFY should
take steps to ensure that: ;

- f
--The varioug program menagers are themselves the advecates |
for their programe end are given smole opportunity to ’
carry out thiz regvonsihility, i |

|

—-The program mansgers are closely Involved ir the
development of whatever budnet review process iz set |
in motion. f
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- the work of the variocus prooram managers but instead
examines cross-program problems and issues which will
not otherwise be effectively examined.

~~The IC Staff,vto the extent pessible, does not duplicate / oS
[

8. We have been ‘discussing relationships between the CFI /
and the IC Staff on the one hand and the various program managers Ve
on-the other. One particularly tricky problem involves the s
extent to which the IC Staff will wish to come between the various . 4¥§}

of Management and Budget and the Congress. Some tension seems
inevitable. A basic purpose of the reorganization is to establish {iip
authoritative Community leadership on resource matters. Presumably {47 ~¢ fFA
this requires that the CFI and its staff be in a position o ‘é,Q
to "manage," at least partially, relationships between all J '
Community components and both OMB and the Congress. This will
necessarily affect existing assignments of responsibility, ,
and it will probably never be fully accepted by program managers.
As in all such situations, a2 set of common ground rules setting -
forth who is responsible for which aspects of the various

problems we face would be helpful. Perhaps these ground rules
should be the subject of an early memorandum from the CFI

to program managers. Equally important, a way to force effective e
communication between the CFI/IC Staff and the various program 6_@‘
managers in this ares must be found. This will help to reduce | °
the misunderstandings which inevitably will arise, and it will
help to assure that the whole Community is speaking with cone
voice to OMB and the Congress.

program managers and other outside review groups, e.g., the Office ;2 A

9. I understand vou are already seeking a high caliber
individual to head the IC Staff. It would be useful if you
asked him to reconsider the mission and composition of the
IC Staff at the earliest opvortunity. It is not clear to me
thet its energies have always been spent wisely; furthermore,
its past analyses of Community management and budget matters
have fallen short of the kind of thoughtful examination the
DCI should have.
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